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Abgract

Shrinking government budgets, increased demand for tax dollars and a changing workforce have
underlined the need for effective fire service managers and leaders. Have fire service leaders
received sufficient training to meet the task? The purpose of this research was to determine what
type of supervisory, management and |leadership skills were believed necessary to increase the
effectiveness of the leaders of organizations and to determine how the training received by the
Fresno-Kings Ranger Unit managemert staff compared with the recommendations and to
determine aimportance rating of 18 training topics. An evauative research method was used.
The research questions addressed by this projects were:  What |eadership, management and/or
upervisory techniques, skills and traits did the literature describe as being important to successful
leaders? What type of management, leadership and/or supervisory training have the leaders of
Fresno-Kings Ranger Unit received? Wasthe training they received timey? Do they usethe
principles taught in the training? How did the training these supervisors and managers believeis
important compare to what is taught in the Executive Leadership course? The literature was
reviewed, targeting both fire and emergency service authors and private industry leaders.
Additionaly, each member the Fresno-Kings Ranger Unit management staff completed a
questionnaire which summarized the training they had received, the timing and usefulness of their
training, and asked them to rate the importance of 18 training topics, including most of the topics

presented in the Executive Leadership course. Most of the Ranger Unit’s management staff had
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been trained in only afew of the skills noted in the literature, had received insufficient supervisory
training prior to becoming a supervisor and believed mogt of their training had been received late.
The top three tiers of management for the Ranger Unit generdly gave high ratings to those topics
covered in Executive Leadership, however the battalion chiefs tended to rate topics related to
direct supervision higher than the topics offered in Executive Leadership. It was recommended
that more management, leadership and supervisory classes be ddivered sooner in the employees
careers and that the array of topics taught in the Executive Leadership course be consdered for

indugion in thein-house training curriculum.
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Training Needsfor Fire Service Leaders Managersand Supervisors

[ntroduction

As government budgets shrink, demands for tax dollars increase, costs of doing business
rise, and work forces change, the need for effective managers, leaders and supervisors for the fire
services becomes even more critical. Have the leaders of the fire service received sufficient
training to meset the task?

This research project had athree-fold purpose. Fird, it was to determine what type of
supervisory, management and leadership training and techniques the literature described as
necessary to increase the effectiveness of leaders of organizations. Second, it was to evaluate
what type of management, supervision and/or leadership training the management staff of the
Fresno-Kings Ranger Unit had received.  Third, it was to determine how the management staff
rated 18 training topics in regards to importance for their current and future jobs.  An evaudtive
research method was used. The literature was reviewed to determine which traits and/or
techniques were found to be important to effective leadership, management and supervision.
Additionaly, a questionnaire was completed by dl the management staff of the Fresno-Kings
Ranger Unit. The questionnaire asked the recipients to describe the supervision, management
and/or |leadership courses they have received, if they used the information they learned, if they
received the information in atimely manner and which topics they believed were important for

thar current and future assgnments.
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The questions this research project addressed are as follows:

1. What leadership, management and/or supervisory techniques, skills and traits did the

literature describe as being important to successful leaders?

2. What type of management, leadership and/or supervisory training have the leaders of

Fresno-Kings Ranger Unit received?

3. Was the management, leadership and supervisory training they received timey?

4. Do they use the principles taught in the training?

5. How did the training these supervisors and managers believe isimportant compare to

what is taught in the Executive Leadership course?

Background and Significance

The literature abounded with references to and articles about ways to effectively manage,
lead, coach, supervise, build ateam, etc. The articles recorded the success stories and ether
cost savings or profits generated as aresult of utilizing various management and leadership
techniques. They talked about industries which were turned around by their leader’ s use of one
or many successful management and/or leadership techniques and traits.  Occasiondly, the
articles described the failures to employ such techniques and the cost of these failures.

Pardlds can be drawn from the private industry to the fire service and the need for fire

sarvice leaders who possess successful leadership and management techniques, skills and traits.
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In today’ sworld of privatization, high dollar discrimination and harassment settlements, and tight
government dollars, effective leadership, management and supervison is especidly criticd. Asin
the private industry, effective leadership and management can make the difference in whether the
fire department meets the local mandates for public service and maintains a sufficient budget to
accomplish its goas and objectives. Effective supervison can make the difference in whether the
personnel are motivated and productive.

Fresno-Kings Ranger Unit is one of 21 adminidrative units of the Cdifornia Department of
Forestry and Fire Protection. In addition to providing al risk protection for the non-federd
wildlands within Fresno County, the Ranger Unit contracts with Fresno County Fire Protection
Didtrict to provide first responder services and fire protection to many of the smdl non
incorporated farming communities and rura areas within Fresno County. The Ranger Unit
protects an area of more than two million acres, employs approximately 220 people and has an
annud budget of nearly 13 million dollars.

The management gaff of the Ranger Unit includes twelve battaion chiefs, three divison
chiefs, one deputy chief and one unit chief. These people are responsible to manage the day-to-
day operations of the ranger unit to ensure that the tasks, respongbilities, goals and objectives of
the organization are being met. They dso supervise, ether directly or in a secondary capacity, dl
the employees of the unit. The rdative success or failure of the Ranger Unit lies with them and
depends on their ability to effectively lead, manage and supervise the employees of the Ranger

Unit. This project determined what training they have received and how it compares with
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literature recommendations.

The Executive Leadership course included severd subjects which related to leadership and
management, including the development of management and leadership techniques and kills.
Additiondly, many of the techniques, skills and case studies covered in Executive Leadership
could be used to develop the participant’ s supervisory effectiveness. These case studies served
to help the participant understand the importance of utilizing the various techniques addressed.
This research paper dso determined the importance rating the management team in Fresno-Kings
Ranger Unit placed on 18 management, leadership and supervisory training topics, including the

topics covered in the Executive Leadership course.

Literature Review

The literature was reviewed to find what kills leaders, managers and supervisors needed to
have or needed to develop. Some of the authors believed good management skills could be
taught, while others espoused the most important traits of managers must come from within.

Factors which have forced mgor corporations to race to keep ahead include globdization,
newfangled dliances and technological developments. The corporation’s ability to anticipate
changes s0 they were a part of the change and not a consequence, was acute (Greco, 1997). In
his article “The human sde of management”, Thomas Ted stated good management works

miracles. However, he dso noted that sudies of large corporations have shown one of the
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biggest barriers to change, innovation and new ideas was often the management. Mr. Ted
further stated he believed mediocre management was the norm because capable management was
s0 extraordinarily difficult that few people look good no matter how hard they tried. Mr. Ted
indicated one reason for the scarcity of managerid greatness was the way managers were
educated and trained. He bdlieved too much focus has been placed on technica proficiency and
too little on character. Traits like courage, tenacity and integrity coud not redly be taught.
Because management is such a supremey human activity, character means more to employees
than education (Ted, 1996). John Browne, head of British Petroleum Company, bdieved
learning was key to acompany’s ability to adapt to arapidly changing environment, to be able to
identify opportunities others might not have seen and to explait those opportunities (1997).
JoAnn Greco agreed and noted a corporate executive' s ability to learn has become the heart of
the corporation’s ability to compete (1997). When John Browne espoused that all companies
face a common chdlenge, i.e. of usng knowledge more effectively than their competitors do, he
was not referring only to the knowledge residing in one' s own organization (1997). The
downsizing of the 1980's necessitated teaching executives how to do more with less and qudity
initiatives emphasized continuous learning (Greco, 1997).

United States corporations have spent an estimated $55 hillion annualy to train employees.
For many of these corporations, the emphasison “training” officers, genera managers and
divison directors was intricately bound up with the notion that education should promote

executives working vigoroudy together to redlize corporate strategy (Greco, 1997).
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Peoplelearn in avariety of ways. They can learn from their own experience, from the
example or ingruction of others who work in asmilar business and from the example of others who
work in other businesses (Browne, 1997). Another method of learning found in the literature was
action learning. Action learning places red case sudies and red drategy problems specific to the
business as the center of the class presentations. It was ardatively new techniques and was an
outgrowth of the management trends of the mid-1980's (Greco, 1997).

An additiond vaue for employeesinvolved in corporate training was found to be what the
employees learned from getting together with peers within their own organizations (Greco, 1997).
No matter how the knowledge was derived, the key to reaping a big return was to leverage that
knowledge by replicating it throughout the company. Thisway, each unit was not learning in

isolation and reinventing the whed over and over again (Browne, 1997).

Ms. Greco found a company’ s executive education was clearly a function of who was a the
helm. For instance, Kodak’s CEO George Fisher changed that company’ s traditional passive
learning program to an executive action learning regime which concentrated on modeling as
opposed to looking back (Greco, 1997). Kodak’s new goal wasto develop a*learning agenda’
for those few who drive the strategic direction of their company and focus on subjects that will
directly affect their executive s capability as a group to lead the company. Thelr learning agenda
required Kodak to look at business drategies for the company in the three to five year range and
try to determine what their executives need to know now to get where Kodak wants to be

(Greco, 1997).
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Literature citations indicated leaders need to be comfortable with change. Mr. Browne
believed it was necessary for |leaders to redlize an organization would stay ahead competitively
only if they acknowledged that no advantage and no success was ever permanent (1997). Mr.
Bruegman stated leadership was comprised of severa eements, including understanding the
continua need for change and supporting the change. A hadlmark of successful leadership has
been an understanding that a department needs continud revitaizing if it isto reman successful
and aware (1994).

Business leaders dso must be able to view patterns asif they were on a bacony and not get
swept up in thefield of action (Heifetz and Laurie, 1997). Leaders must be able to identify
struggles over vaues and power, recognize patterns of work avoidance and watch for the many
other functional and dysfunctiond reactions to change (Heifetz and Laurie, 1997).

Today’ s manager in business wanted to be seen as a sponsor and facilitator, one who has
empowered their people (Willson, et.d., 1995). This has caused some conflicts. Too often,
people looked up the chain of command and expected senior management to meet market
chdlenges for which they themselves were responsible. Getting people to assume greater
respongbility was often found to be difficult because many lower level employees were most
comfortable being told what to do and managers were accustomed to treating subordinates like
meachinery requiring control. Letting people take the initiaive in defining and solving problems
required management to learn to support rather than control and workersto learn to take

respongbility (Heifetz and Laurie, 1997).
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In the area of providing technica services such as responses to hazardous materiads
incidents, performance management wasamust. Performance management was redly a cluster
of skills required to handle the human side of supervison. These skills included communicetion
kills, team building, leadership styles and increasing employee involvement (Haas, 1993).

Researchers found performance was sgnificantly better in departments where management
encouraged the employees to share ideas for improvement with people in other disciplines, who
involved everyone who would be affected by a decison in making that decision, and encouraged
employees to help others do their work even if it caused their own productivity to suffer
(Machrzak and Wang, 1996).

Coaching was another skill important to leaders, managers and supervisors cited in the
literature. Helping to change the behaviors that threaten to derail avalued manager or employee
through coaching was often the best way to help the employee succeed. Coaching required
understanding someone’ s problem behavior in context, deciding whether the problem could be
remedied and encouraging the person to adapt. An effective coach knew what questions to ask
and drew on awide variety of techniques to help amanager or employee change problem
behavior (Wadroop, Butler, 1996).

The typica behaviors of a successful senior executive included being very competitive and
quick to think, judge, act and speak. Because of their business time congraints, business
executives a so tended not to have or take the time to develop relaionships with their

subordinates. An effective coach, on the other hand, must adopt a very different mein; one of a
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teacher or hepful colleague and not of a competitor or judge. Instead of focusing on the
immediate task, the coach must focus on the long term (Waldroop and Butler, 1996). Asa
result, many executives were found to be reluctant to coach because coaching could take alot of
time, and the results were not guaranteed. Additiondly, many executives expressed fear of
overgepping persona boundaries, playing the role of apsychiatrist or assuming too much
respongbility. However, good coaching was smply good management and embodied the same
god, i.e. to make the most of an organization's vauable resources (Wadroop, Butler, 1996).

Severd other authors bdieved human interaction and development of relationships were
important aspects of |eaders, managers and supervisors. Mr. Browne bdlieved effective leaders
developed persond relationships and involved themselvesin continua conversations about
competitive dynamics, performance and corporate vaues (1997). Mr. Stein believed dl
supervisors had the respongbility to stay technically current and to be proficient at interpersond
skills. A supervisor must have the ability to ded with the human dement of the externd and
internal customer. A competent supervisor reduced work stress and helped create a fun work
environment (Stein, 1997). Mr. Ted dated that the only people who became great mangers
were those who understood in their guts that managing was not merely a series of mechanicd
tasks but a set of human interactions (1996).

The literature indicated |leaders must observe and understand human interaction and its
potentid impacts. To identify what was redly going on, aleader must observe the dynamics

between subordinates and those around them. Because behavior has never taken placein a
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vacuum, an important part of the assessment was how a problem behavior impacts the other
members of the organization. It was important to keep track of effective behaviors aswell as
ineffective behaviors (Waldroop, Butler, 1996).

The literature abounded with referencesto aleader’s, manager’ s and supervisor’s need to
motivate employees. For ingtance, Mintzberg described three types of management styles. First,
there was the boss style of management where the manager knew and controlled everything
personaly. Then, there was the currently popular professond style in which whoever knew
management could manage anything and do so by remote control, by reading performance
reports and empowering their subordinates. Findly, Mr. Mintzberg’ s desired management style
which he cdled the craft style of managing. It was about ingpiring, not empowering and was
based on mutua respect. A craft manager became involved deeply enough to know when not to
get involved (1996).

Mr. Stein noted every supervisor had the responsibility to build the morde and motivation of
the organizationa team (1997). One of management’s most important jobs was to motivate.
Inspiring a flawed but vauable player to accomplish something as difficult as a sgnificant
behaviord change congtituted one mark of afine executive. In effect, the manager was
resurrecting a va uable human resource that the organization might have otherwise lost
(Wadroop, Butler, 1996). Leaderswere often asked to motivate their people toward a common
god, objective or action. To be an effective motivator, aleader must recognize the needs of ther

people and the physiologica makeup the people. Once aleader understood the needs of their
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people, they needed to try to match the needs of individud with the needs of the organization.

When this was accomplished, awin-win stuation occurs (Mozingo, 1997).

Strategies undertaken by locd governments to cope under increasingly difficult financid
congraints were found likely to have little impact and could easily backfire unless employees
assigned to execute the Strategies were motivated. As aresult, motivationa techniques were
found to be aloca government’ s best strategy for coping with hard times (Bjornlund, Gregory
and Zahiruddin, 1995). Mativation of emergency services personnel was found to be an essentia
aspect of management. However, the authors believed the traditional motivation of responders
was no longer the norm and should now include modern management techniques for persond
motivation (Searing and Bramblette, 1994).

Ms. Bjornlund, Mr. Gorden and Mr. Zahiruddin reported that Psychologist Abraham
Madow and Douglas M cGregor espoused the notion that employees have complex needs.
When given the opportunity, employees have and will perceive work as part of their persond
fulfillment. They were motivated by a sense of accomplishment, rather than by afear of reproach
for falling to accomplish the job (Bjornlund, et.al., 1995). It wasimperative emergency services
leaders recognized individuds had complex socid and psychologica needs and an individua set
of goals and objectives. Theseindividud gods and objectives may or may naot lie within the
boundaries of the god's and objectives of the organization. Through knowledge of modern
management theory and technique, aleader could motivate their organization’s membersto

achieve both the individua and organizationd gods and objectives (Searing and Bramblette,



Page 12
1994).

Another important aspect of management cited by the literature was the need for managers
and leaders to understand decision making processes. The classc model of decision making,
caled the andytica process, was described as arationa and systematic process of andysis
based on the concurrent comparison of multiple options. Mogt firefighting strategy and tactics
training programs have taught analytica decisonmaking to determine the gppropriate action on
the fireground. However, in studying command decision-making, Dr. Gary Klein determined fire
incident commanders employed the andytica approach to decison making only 10% of thetime,
while they used the intuitive gpproach 90% of thetime. When using the intuitive process, the
decision maker based their choice of action not on the andlyss of multiple options, but the
recognition of the critica Stuation, its Smilarities to other emergencies the decison maker had
experienced, and what worked in those smilar Stuations. His studies showed that the greater the
experience of the decison maker, the greater was the frequency they used the intuitive gpproach
(Hartin, 1998)

The literature indicated leaders must understand their organization’s culture. Additiondly,
the literature noted it was the CEO’ sjob to set the corporate culture and then to live in that
culture (Adler, 1997). Many mangers have overlooked the importance of changing ther
organization’s culture after arestructuring exercise. They failed to see that collective responsbility
was an ttitude, avaue, and a concern. People who fet collectively responsible were willing to

work especidly hard to avoid letting the team down (Mg chrzak and Wang, 1996).
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British Petroleum Company has changed from an unfocused mediocre performer to the

mogt profitable of mgor oil companies. It's organizationd culture has changed from amultitude
of baroniesto a system of teams and informa networks in which people shared knowledge. The
change in organization began with David Simon who became CEO in 1992 (Browne, 1997).
The researchers found if companies were not ready to take the steps necessary to change their
culture, they might be better off leaving their functiond departmentsintact (Mg chrzak and Wang,
1996).

Because in many organizations, teams have become an integrd part of managing, the ability
to work with and lead teams was frequently noted to be an important skill for supervisors,
managers and leaders. By the mid-1980's, American companies were using the team gpproach
to management extengively and were experimenting with group incentives for higher productivity.
The manager’ s role was becoming one of a corporate culture builder and coordinator of work
teams rather than one of director (Lanier, 1992). Mr. Dick believed most of the business of
management could be conducted by small, object-oriented teams comprised of people who spent
their imein thefield (Dick, 1990).

In well managed enterprises, performance was centra to team efforts. Red teams followed
awedl-defined disciplinein order to achieve ther performance potentid. The closer ateam was
to its marketplace, the easier it wasto maintain that critica focus on performance. Customers
and compstitors energized ateam’ s naturd ingtincts more than any other source. Therefore, the

higher on the leadership ladder and more distant from the customer, the eesier it wasto lose Sght
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of the elements necessary to ateam. Good |leadership required differentiating between team and

non-team opportunities and then acting accordingly (Katzenbach, 1997).

For instance, the typicd behavior pattern in the top leadership of dl kinds of enterprisesis
frequently comprised of some kind of executive council. The council’s primary purpose was to
shape strategic priorities enforce operating standards, establish corporate policy and develop
management taent. During scheduled meetings, only modest amounts of time were available for
unscheduled subjects. The top management group tended to operate more as aworking group
with asingle leader than ateam (Katzenbach, 1997).

The ability to communicate effectively is frequently cited as an essentid trait of good
managers, leaders and supervisors (Stein, 1997). Organizationa goas must have been clearly
and accuratedly communicated to al employeesin order to enable them to adjust their behavior to
meet the goals. However, communications also must flow in both directions (Searing, 1994). In
fact, to be agood communicator, one must understand the team’s or employee’ s perceptions.
Active ligtening was cited as an effective method to improve one' s understanding of their team’s
perceptions (Stein, 1997).

Keeping employees informed was found to be as important as making them fed welcome to
participate (Dick, 1990). Team-building required the supervisor to communicate wel with hisher
team. A leader mugt effectively communicate their expectations and the expectations of the
organization. Additiondly, aleader must be able to communicate the organization’s misson,

gods and objectives in a manner which alowed their subordinates to understand how they fit into
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the organization. Mr. Stein has found that fire service professond are usudly poor
communicators (Stein, 1997).

According to the literature, the ability to embrace change and understand a changing culture
will become even more necessary for leaders, managers and supervisors of the future. The
traditionad World War | method of teaching civilians to be emergency service workers has been
found to not be the best way to train the fire force twenty-somethings. Changing demographics
and economics have changed the complexion of the firefighting workforce in the 1990'sin a
dramaic way. Ther core vaues are sgnificantly different than those of the baby boomers, who
came before them. Leaders must understand what made the twenty-somethings who they are

before they can effectively train them (Ward, 1994).
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Procedures

A literature review was accomplished to determine what characteritics, techniques and
traits were consdered important to effective management, leadership and supervison. A mix of
fire sarvice and industry periodicds were reviewed. An attempt was made to find avariety of
topicsingtead of severd articles which emphasized the same technique, kill or trait. A summary
of theinformation derived from the literature is contained in the Literature Review section.

A questionnaire, shown in Appendix A, was developed to determine which management,
leadership and/or supervisory classes the management staff of Fresno-Kings Ranger had recelved
and how frequently they used the principles learned in these classes. The questionnaire so
asked if theinformation was received in atimey manner, and if they had recaived sufficient
training to do agood job of supervison. Findly, the questionnaire asked the individuas to rate
18 ligted topics on the relative vaue to their current job and in preparation for their next
promotiond level. Most of the topics presented in the Executive Leadership course & the
Nationd Fire Academy were included in this 18 topic list. Mogt of the remaining topics listed
were taught in CDF s Supervison 4 level course.

The questionnaire was given to dl the management staff of Fresno-Kings Ranger Unit. This
included ten battaion chiefs, three divison chiefs, one deputy chief and the unit chief. (Two
Battaion Chief positions were vacant at the time the questionnaire was distributed.) No names
were asked for on the questionnaires, however the classfication of the person answering the

questionnaire was identified. All participants received a questionnaire and with one exception, dl
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participants completed the questionnaire. One participant completed most of the questionnaire
except aportion of question 14, and none of questions 15 and 16. Because no names were
placed on the questionnaire, the reason the one questionnaire was not completed could not be
determined.

The individua responses to the questionnaire were compiled, talied and recorded. Inan
effort to evduate the rdative vaue of each of thetopicslisted in questions 14 and 16, a numeric
vaue was assgned to each of the descriptive vaue ratings. “Criticd” was assgned avaue of 3.
“Important” was assigned avaue of 2. “Niceto have” was assigned avaue of 1.

“Unnecessary” and “No responseg” were assigned values of 0. The vaues were multiplied by the
number of responses to derive atota which was used to indicate the overdl level of importance
applied to each topic by the respondents. Findly, the totad was divided by 15 (the number of
respondents) to determine the average vaue given to the topic by dl respondents. The summary
charts of the results are found in Appendix B.

A synopsis of the topics covered in the supervision classes presented by the Cdifornia
Department of Forestry and Fire Protection was acquired for a better understanding of the topics
on which the employees had received training. CDF s academy combined the “old” supervison
and management classesinto the four supervision courses currently being taught at the CDF
academy. Old Supervison A isnow Supervison 1 and Supervison 2. Old Supervison B is now
Supervison 3 and Supervison 4. The expanson from two courses to four courses was to alow

incorporation of the management series.  Thelisting of the topics covered in the four supervison
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coursesis contained in Appendix C.

The literature search was limited to the resources found in the Resource Library at the
Nationd Fire Academy and the intranet library available through Erngt & Young LLP. Because
the research population included 100% of the management staff employed at the Fresno-Kings
Ranger Unit a the time of the study, the study results are accurate for that group. Additiondly,
the study results could provide an indght into the likdy status of amilarly Stuated personnd from
the other 20 Ranger Units within the Cdifornia Department of Forestry and Fire Protection, but
the study would not necessary be accurate as it would represent less than a 5% sample of such a
group. Accuracy of the study would be further diminished, possibly to the point of not being
indicative of other fire organizations within Cdifornia, because of the uniqueness of the CDF
mission and the demographics of its employess, i.e. rurad-focused) as compared with fire
departments for more urban communities.

Because the responses to the relative vaue of importance of the 18 topics listed in questions
14 and 16 varied grestly, not only by rank of the respondents but aso by the individuas within
the ranks, broad sweeping generdizations about the topics were not possible to deve op.

However, some patterns did develop which are discussed in the Results section.
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Results

The literature indicated severd Kills, characterigtics and traits believed necessary to help
managers, leaders and supervisors do agood job. Included in the list were:

»  Need to be comfortable with change

» Mugt learnto support instead of control (empowerment)

»  ldentifying petterns

»  Coaching ills

»  Human rdaionshuman interaction

»  Employee motivation

»  Undergtanding the decision making process

»  Organizationd culture

» Useof teams and work groups

»  Setting Srategic priorities

»  Effective communication kills

»  Performance management

As agroup, the Fresno-Kings Ranger Unit study group had received the training in the
following subjects:

»  Vaious management courses including personne management, time management

organizationa management, project management, management development and the

management of change
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Various courses in the CDF supervison series and other supervision courses, including
superviang difficult people

Adverse Action

Human Psychology

Affirmative Action/Sexua Harassment/Equa Employment Opportunity

Various |leadership courses including fidd leadership and various Incident Command
System (ICS) courses

Verba Judo

Motivetion training

Team building

Nationd Fire Academy’s Executive Development and Executive Leadership courses

Individualy, dl employees had taken at least some of CDF s management devel opment/

supervison course series. Some employees had taken only one or two courses in addition to the

management devel opment/supervisor series, and other employees had taken a much larger array

of courses. Individudly, the Unit Chief was among the employees who had received the least

amount of training on management, leadership and/or supervison topics. The Deputy Chief and

two of the Divison Chiefs had recelved the most training. One of the Divison Chief’ straining

was comprised primarily of classes recelved a the Nationd Fire Academy in the Executive Fire

Officer’ s series.

The Deputy Chief, one of the Divison Chiefs and four of the Battalion Chiefs believed they
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received ther training at the time in their careers when they needed it. The Unit Chief, one
Divison Chief and six Battalion Chiefs believed they hed received the training late, but it had been
of some useto them. One of the Divison Chiefs believed he had received the training too late to
be of any useto him.

With one exception, the test group indicated they used the training they received ether on a
frequent or occasiond bas's, depending on the course and the employee. The only course listed
as being seldom used was one about supervisng difficult people. One Battaion Chief respondent
indicated he seldom used the information provided in this course. The other Battalion Chiefs and
the Divison Chiefswho took asmilar course indicated they used the information occasiondly or
frequently. The classes which tended to be consstently used on a frequent basisincluded the
affirmative action/sexua harassment/equa employment opportunity courses, adverse action
courses and the ICS Section Chief courses.  Additionally, employees tended to frequently use
the materia presented in the courses they took on their own time and at their own expense.

The importance ratings placed on the topics by the test group varied by rank of the
respondent and frequently by the individud withintherank. The topic rated most important by
the respondents for their current position and next promotiond level was “ Successful
Communication Techniques’. The second most important topic for the respondents current
positions was a tie between “Mativating People’ and “Disciplining and Criticizing Condructively”

The second most important topic identified for the respondents next promotiond level was

“Strategic Thinking and Planning”.
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“Fogtering Crestivity and Innovation” recelved the lowest overdl ratings by the mgority of
respondents for both their current positions and for their next promotiond level. For ther current
positions, this topic was tied with “ Understanding and Managing Change’ for the lowest score.
“The Art of Evauating” was the second lowest rated topic by the respondents for their next
promotiond leve.

Asagroup, the Battdion Chiefs tended to rate topics more directly tied to supervison
higher than topics more closely identified with management and leadership such as those topics
presented in the Executive Leadership course. The Divison Chiefs tended to rate the Executive
L eadership topics higher than the Battdion Chiefs, however, they dso rated severd of the
supervision topics high. The Unit Chief and Deputy Chiefs tended to rate the supervision topics
lower than the Executive Leadership topics. As described in the previous paragraph, three of the
topics presented in the Executive Leadership course received the lowest overdl ratings for either

the respondents current position or their next promotiond leve.

Discussion

As agroup, the management staff of the Fresno-Kings Ranger Unit had received training in
the areas described by the literature to be important to becoming a good manager, leader and/or
supervisor. Individudly, with minor exceptions, the management staff had not received a good

cross section of training discussed by the literature to be essentid to good management and/or
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supervison. The amount and variety of training received varied sgnificantly from person to
person. Longevity or rank was not an indicator of the amount of training any individual had
received. Only the individua who had attended the Nationa Fire Academy’s Executive Fire
Officer classes had recelved a Smilar array of training topics to those described by the literature
as being important. No one from the study group felt they had received sufficient training prior to
becoming a supervisor. Only six of the fifteen people in the study group believed they had
recaived ther traning in atimey manner.

CDF offers a series of four supervision classesfor its employees. The topics coveredin
these classesfall far shy of those the literature considered necessary for managers, leaders and/or
supervisors.  Therefore, employees who want to increase their training in management, leedership
and supervision must look outsde of CDF for training. Few of the people in the sudy group had
taken outside classes on their own time and using their own resources.

There are severd possible interpretations of these circumstances. Oneisthat CDF
employees did not or coud not anticipate what training would be necessary to be comfortable
with the task of supervison. Ancther isthat CDF employees believed CDF would provide the
necessaxy training for them if CDF feds it was important for them to be trained. Both statements
probably have some merit.

The study group’s highest rated training topic was * Successful Communication Techniques’.

The literature aso ranked this skill as very important. The literature indicated that the ability to

motivate employees was a0 an extremdy important trait of a manager, leader and/or supervisor
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and is especidly important in the public sector. The study group aso chose “Mativating People’

as one of the most important training topics from the selection of 18 topics.  However, few
employees had recaived any communication skills or employee mativationd traning.

The study group placed “Understanding and Managing Change’ of only moderate
importance in their current jobs and ranked it as one of the least important for their next
promotiond level. Thisis contrary to the importance the literature placed on amanager’s and
leader’ s ability to ded with change. CDF, like most other fire departments in the United States
has faced and is facing Sgnificant changes in the way it does business and the businessit is
expected to do. However, the relaivey low rating the managers in Fresno-Kings Ranger Unit
placed on “ Understanding and Managing Change’ indicates they are dow to recognize the
necessity of change and the need to take an active part in the change. Thisinformation seemsto
be consgtent with Mr. Ted’ s statement that studies have shown management to be one of the
biggest barriersto change.

The literature reveds the great importance of adequatdly trained managersto an organization
of adequately trained managers. This study reved's the Sgnificantly inadequate training received
by the managers of the Fresno-Kings Ranger Unit. At best, because the management personnel
aeinsufficiently trained, they will likely not reach their full potentid as leaders, managers and
supervisors. This could be very costly to the Ranger Unit and to CDF in decreased productivity,
wavering management direction, diminished community cooperation, and through an infinite

number of lost opportunities and unexplored avenues that may not even be readlized or
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understood.

Generdly, the Unit Chief, Deputy Chief and Divison Chiefs tended to bdieve the array of
topics ddivered in the Executive Leadership course were generdly more important than the
Battdion Chiefsdid. This difference diminished when the Battalion Chiefs listed the topics they
believed would be most important in their next promotiond level. The Battdion Chiefs tended to
find the courses more closely associated with direct supervision more important than the topics
associated with the Executive Leadership course. (The summary of results for each question can
be found in Appendix B.)

Thisisreaively condgtent with the tasks each classfication is expected to do (seethe
organizationd charts and the duty statements for each classfication in Appendix D). Generdly, in
Fresno-Kings Ranger Unit, the battalion chiefs tend to make sure the day to day tasks are
accomplished by thefidd staff. The divison chiefs adminigter the various programs and move
these programs toward the organizational goas and mission while coordinating with loca
cooperators. The deputy chief coordinates dl these functions within the ranger unit. The unit chief
oversees the meding of the ranger unit’s programs with the community, other organizations and
the rest of CDF.

With some exceptions, the management staff ‘s most highly rated topics seemed to correlate
relatively wdl with those recommended by the literature as important skills. One of the
exceptions was “Understanding and Managing Change’.  Because of the rdatively good

correlation, the summary tables which rated the topics could be used as a basis to review the
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topics presented in CDF' s current Supervision course series and to recommend potentid topic
changes to address training deficiencies.

The study dso reveded only afew of the management staff sought to improve their training
on their own. Asan organization, thiswould imply that the management staff would be most
receptive to management, leadership and/or supervisory training supplied or underwritten by

CDF.

Recommendations

CDF should provide employees with more management, leadership and supervisory training
than is currently provided. Additiond training necessary to be a good supervisor should be
available to employees prior to the time they become supervisors. Managemert, leadership and
supervisory training should be provided to employees earlier in their careers.  Prior to
establishing the preferred training topic ligt, athorough analyss of the literature dong with a
questionnaire smilar to that used in this project should be employed to develop atopic list for the
training. For ingtance, according to this research, the literature and the questionnaire results agree
that topics especidly lacking include communication skills and employee motivationd skills. Both
in-house and out- sourced training opportunities should be consdered.

Currently, CDF s Supervisory training has target classfications for those who should receive

each course. Additiona training should aso be targeted at specific classifications, beginning with
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entry level permanent employees. To ensure personnd are given the opportunity to take
recommended classes, CDF should formalize a process of projecting leadership, management,
and supervisory educationa needs and alocating a budget toward these needs. To do this, CDF
should establish a sandard of the minimum training hours per classfication of leadership,
management, and supervisory training individuas should receive and incorporate them into the
annua education plan to ensure well rounded training. Because of the costs of poor leadership,
management and supervison, CDF should establish abudget for this type of training.

The literature and questionnaire results both indicate that topics Smilar to those covered in
the Executive Leadership course should be provided to unit chiefs, deputy chiefs and divison

chiefs and to battdion chiefs who are planning to promote.
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